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17 June 1976

MEMORANDUM FOR: Mr. Knoche

SUBJECT: Center for Intelligence Seminar on
S and T Analysis

1. The booklet attached summarizes subject seminar;
John Hicks' memo to DDS§T, also attached, discusses a
specific issue emerging from the seminar: the need for a
mechanism for evaluating S and T analysis. Both were for-
25X1A warded to you byj [at Hicks' request.

2. I suggest you might want to solicit comments from
DDS&T (who has this package) as to whether the issue is
worth raising before the new EAG. It looks a little
abstruse for you to get into on an individual basis.
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MEMORANDUM FOR: Deputy Director for Science and Technology
FROM
SUBJECT .‘ Seminar Report - Center for the Study of Intelligence

Director, Hational Photographic Interpretation Center

-1

1. I recormend that you read the summary issued on 25 May 1976
by the Center for the Study of Intelligence on the "Fifth Seminar on
Intelligence Analysis: Scientific and Technical Analysis." It con-
tains a goodly number of productive thoughts. One part in particular
intrigued me and it is the subject of my following comments.

2. | |a panelist at this Seminar suggests that S&T
intelligence analysis needs a formal mechanism for criticism. He
suggests that just as noveiists, composers, and artists are judged
by hired critics, some subjective, critical standards could also be
applied to SaT analysis. He also suggests that we could empanel some
*old curmudgeons" who would offer unsubstantiuted, subjective judgments

- on the quality of analysis.

3. I did not attend the Seminar -~ I read the summary of its pro-
ceedings. My reaction, like that of the Seminar participants, is that

| suggestions merit further consideration.

4, Ve previously have experienced three different kinds of such
mechanisms for criticism of analytical intelligence work. The Board
of Mational Estimates, advisory panels of eminent experts from outside
the intelligence apparatus, and the Product Review Division of the
Intelligence Community Staff, have in their various ways provid
critical feedback. Hone of them have satisfied the nced that|
identifies. Those kinds of nechanisms had additional purposes
or interests to serve, were adversary efforts, were arenas for compro-
mise, or were simply self-serving. :

5. What is the need? - I believe that the need is primarily a
personal need of individual analysts and of individual supervisors
of analysts for objective.feedback from respected persons whose sole
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SUBJECT: Seminar Report - Center for the Study of Intelligence

fnterest is the quality of our analysis and its presentation. It is

a need which sometimes is but usually is not satisfied in the process
of analyst-supervisor relationships on a given analysis and production
effort. The essence of the need in our context exists in the attitude
of the recipient toward the giver of critical comment. Put another
way, why is the critical comment being given and what will happen as

a result -- in the perceptions of the recipient?.

6. Thinking along that line, the most fruitful feedback conditfons
would be those in which the giver cormunicates privately to the recipient
and the recipient decides if changes in his analytical method and presen-
tation should be made. Implicitly, the recipient also could, at his
{nitiative, discuss the criticism with the giver, and could shure the
criticism with otiers in his corponent including nis supervisor.

7. 1 think that an independent feedback mechanism based on those
conditions would be well worth trying, not only for S&T intelligence
analysis and presentation put also for the work of our other inteili-
gence production components. If we assign some resources to establish
such a Teedback capability, how could we then value the contribution
that it makes? 1 suggest that this could be done simply and meaning-
fully by querying the recipients of the criticisms. S

8. 1 do not believe that a formal evaluation system involving
gradings or other quantifications, or one involving any of the standing
‘bureaucratic committees would be productive.

g, WHhat could be developed into a productive technique would be .
a small group of experienced intelligence officers, vorking full-tima,
who would be selective in choosing the on-going efforts which they would
critique. They would relate directly to the responsibie analyst or the
vesponsible supervisor in a way which would not interfere with the ana-
lytical and production schedule for the effort being criticued -~ except
that the responsible analyst or supervisor might himself choose to make
a change as a result of an input from the -critique group.

10. Such a critique group should be free (be given carte blanche)

to critique any facet of an analytical production etfort -- problem tormu-
lation, methodology, usefulness, presentation, and so on. The critique
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SUBJECT: Seminar Report - Center for the Study of Intelligence

group should only make 1ts effort, however, for the purpose of being
helpful to the analyst in producing a piece of work which responds
well in ternms of its quality to the responsibilities and purposes of
the Agency to serve the needs of the customer. L

'45JTUUnu J. RICKS ——
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CENTER FOR THE STUDY OF INTELLIGENCE

CENTRAL INTELLIGENCE AGENCY
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PREVIOUS SEMINAR REPORTS IN THIS SERIES

25X1

1. Intelligence Analysis in the CIA Today

(15 August 1975)
2. Multi-Disciplinary Analysis in the CIA

(17 October 1975)
3. Intelligence Support for Policy Making

(12 December 1975)
4. A Consumer's View of Intelligence Analysis 25X1

(27 February 1976)

Copies of these reports are available from the CSI.
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CENTER FOR THE STUDY OF INTELLIGENCE

25 May 1976

Fifth Seminar on Intelligence Analysis: Scientific

and Technical Analysis

1. The fifth in a series of intelligence analysis
seminars, held on‘27 April, focused on scientific and tech-
hical analysis. The seminar opened with a presentation by
three panelists asked to offer their views on aspects of
S&T analysis of personal concern to them. David Brandwein,
Director, Office of Technical Service, presented a set of

maxims for scientific and technical analysts (see list

attached); defined the differences between

scientific and technical and other types of analysis done

throughout the Agency; and | loffered some sug-

gestions on how product quality might be judged in S&T

analysis.

What is Different About S§T Analysis?

2. | |said he did not believe there are a large

number of differences, but there is at least one of signifi-
cance., It stems from the objective, factual basis of the
laws of nature with which S§T analysis deals as opposed to
the more subjective realm of political theory, military

strategy, and human behavior which form some ¢f the subject
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matter for other analytic fields. The latter are largely
open to debate, but most people do not debate Einstein's
theory of relativity or other scientific or matural laws.
While Stalin could implement certain economic theories

which many believééwere unworkable, he:could not reverse

the laws of genetics, as he tried to do. The laws of

nature are a factor that is important in both the production
and reception of S§T analysis. One participant in the
seminar noted that many people lack interest in S§T analysis
because they find it difficult to formﬁlate or to give

voice to their own opinions when such opinions seem ulti-
mately to challenge that court of appeal, the laws of
nature. There is, in essence, little Yoom for the non-
scientific specialist to speculate on most of the S§T
analysis.

3. Turning to the issue of what is most important

for S&T analysis, stressed objectiveness; both

the analysis and the scientific research that initiated
the cycle must be objective if they are going to be any
good. The greatest derangement of the human mind is to
believe in something because one wishes it to be so. One
difficulty in striving for objectivity is the natural
tendency of the analyst to transfer the logic of his own

S§T premises to his analysis of scientific and technical
..2-
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developments in other nations, such as China and the Soviet
Union. Developments in those countries do not necessarily
follow technically objective, logical courses because the
leaders of the S§T communities there. are often under pres-
sure to put political and other considerations ahead of

the technical and logical ones. One of the Brandwein

maxims (3) closely paralleled this point.

4., Also important in achieving objectivity, in.

25X1A

view, is the fact that an intelligence analyst

should not have a stake in the outcome of his analysis. In
25X1A a related comment,[:::::]noted that there is a danger in
assigning contractors to projects in which they are asked
for too much judgmental input as contrasted to technical
analysis in a specified area. The contractor assigned
judgmental tasks can too easily become the expert and the
brains doing the work that the Agency analyst should be~

doing.

25X1A 5. also took note of the difficulties posed

for the S&T analyst by inter-disciplinary work which

25X1A believes makes the S§T analyst uncomfortable.

The analyst is usually of a mind that he can do whatever
analysis is needed in the non-technical disciplines himself,
without team help. "You don't find many economists who

claim to be able to do nuclear analysis, but a nuclear

-3~
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analyst will say he can do economic analysis, and everyone

thinks he can do political analysis.”

Quality in S§T Analysis

6. | |spoke on the quality of S§T analysis,

and how to distinguish good from bad. It was bothersome,

he said, to see those in the community whose analysis was
wrong on an early issue like the so-called SA-5 system con-
tinue to prosper in the S&T analytical world after such a
fundamental judgmental error. It is often difficult to prove
analysis correct--we do not want "proof" of the accuracy of
the Soviet's most lethal ICBM. Only occasionally in tech-
nical intelligence will we ever know whether or not our
analysis is correct. Thus, we need some more subtle standard

of judgment on the quality of analysis, perhaps a formal

mechanism for criticism. | |suggested that just as

25X1A
novelists, composers, and artists are judged by hired critics,

some subjective, critical standards could also be applied
to S§T analysis, such as:

a. Does the work have a ring of truth--is it
beliewable? 1Is it erected on a logical
framework that stayed within the rules,
examined all the evidence objectively,

and permitted the conclusions to result

-4-
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from the analysis and facts rather than
from preconceptions?
b. Does it illuminate some subject that people
are concerned with, an important problem or
central issue? Does it tie in the analysis
done with the larger, clearly significant
issue, and does it equip the reader to make
informed judgments?
c¢. Is the tale well told? Perhaps we have gone
"as far as we can with the formal mechanics of
editorial structuring in today's reports and
memoranda. We should now pay more attention
to telling the story so the reader really
gets the message.
25X1A 7. [:::::::]remarks led to a discussion of how to
formalize some system of qualitative judgment for S&T
analysis. The use of an evaluation system for analysis
similar to the grading applied within the DDO on intelligence
reports received from stations abroad was suggested. This
would theoretically be possible not just for S§T intelligence
analysis, but also for economic and political intelligence
analysis. Yet, there is frequent criticism that the grading
system within the DDO tries to quantify the unquantifiable.

Quality could also be judged in terms of responsiveness of

-5-
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the analysis to the current KIQ list. The problem with this

and KIQ list predecessors--in the view of one participant--

is that they grew from brieéf7lists on truly critical issues
" to omnibus coverage of everything everyone wanted to know.

A
In his view, the new KIQ list is much too long and is now

25X1A running amuck. suggested that another system of

judging quality would be to empanel some "old ggzggégggps,"
former employees who were bold enough to reach and offer
unsubstantiated, subjective judgments on the quality of
analysis--because they have nothing to lose or gain by
favorable or unfavorable opinions. This idea was well
received by the participants.

8. The various Committees which meet from time to
time on substantive areas of S§T analysis, such as the
Weapons Systems and Space Committee, the Telemetry and
Beacon Analysis Committee, etc., provide good cross-
fertilization on the breadth of analysis in the S&T field
and might be utilized to critique the product, although
there would be the danger of "backscratching." The
Committees have heretofore dealt mostly with substantive
questions and less with quality of analysis, methodology,
and form. They might well devote some of their time to

the latter.
-6-
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Some Intelligence Maxims (See Attached List)

9. Mr. Brandwein's admonition in his maxims--that
the best efforts of the analyst should be devoted to the
writing of the conclusions to his report to make them as
lucid and precisely worded as possible because most scien-
tific and technical analysis is not in fact read beyond the
conclusions--found agreement among the participants and led
to a lively discussion of why. There was much criticism by
participants of poor writing, incomprehensible language full
of technical jargon laced with nicknames for weapon systems
that compound reading difficulties. One participant said
that good scientific and technical analysis is being done,
but that there is also a great deal of unimaginative analysis
amounting to well over 50 percent of the total: there is too
much reporting and not enough analytical work in finished
publications. S&T writing often fails to touch on issues
pertinent to the consumers in an understandable way.
Presentational methods were criticized and were generally
suggested as an S§T area which needs much improvement.

10. Mr. Brandwein's second maxim was challenged.
(Avoid preconceived positions at the beginning of an
analytical project which prevents flexibility in abandoning
the hypotheses if new data demonstrates the original

hypotheses to be unsound.) When managers assign important

-7~
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projects to analysts, the latter should think out how they
are going to proceed and the objectives they are shooting
for and should be able to discuss this with their superiors.
The superiors in turn should help the analyst in relating
his analysis to the larger and significant context which
lends to the project its importance and relevance. This
also helps assure the implementation of maxim one.

11. There was disagreement among the participants about
Mr. Brandwein's maxim that advisory panels of eminent scien-
tists are usually useless since the members are seldom able
to commit the time necessary to be of serious assistance.
Some participants objected to the maxim, claiming that panels
can and do assist in introducing new concepts and approaches,
and challenging assumptions. Other participants criticized
our use of panels as being too frequently composed of persons
highly competitive with each other, each trying to outdo
fellow panel members rather than shedding light on the problem
at hand. One-day panels were deemed less useful than more
lengthy ones where the task to be accomplished is spelled
out carefully in advance and an agenda is followed to
conclusion.

12. An additional maxim proposed by a participant was

that any intelligence practice underway for a period of

years should be sharply scrutinized at set intervals to
..8..
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assure that it has continued validity. This was illustrated
with the elint on radars which used to be reported once
every 90 minutes when it was actually needed only once

every s$ix months. "We need a sort of sunset law on such

SOPs. No one really missed the type. of information provided

by when that was cut off."

NOTE

The Center for the Study of Intelligence in OTR
operates a research and discussion program keyed to the
processes and functions of intelligence. The objective
of the Center is to contribute to the professional under-
standing and record of the art of intelligence. Research
projects are undertaken by intelligence "fellows'--
volunteer officers from across the Agency on full«time
detail to the Center. Inquiries about the Center program,

or comments on this report are invited by the Director/CSI-*

CONFIDENT
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MAXIMS FOR ANALYSTS /407 T Kjemdirtie s

1. Before launching into an analysis effort, ask
yourself why it's important, and keep asking this question
as you proceed. It's easy to trap yourself into a research
effort which is intellectually satisfying, but has no
prospects of enhancing national security even if successful.

2.. Beware of getting yourself locked into a position
at the beginning of the analysis cycle. You must be flexible
enough to junk your first hypothesis if new data shows it to
have been unsound.

3. In trying to understand foreign weapons programs,
avoid giving too much weight to your perception of the
requirement for the system. Also, avoid the 'mot invented
here'" syndrome.

4. Be willing to publish a technical report without
having all the data at hand, even if some of the conclusions
are tenuous. You'll never publish if you insist on waiting
for all the data to come in.

5. When you write up the results of your research,
devote your best efforts to making sure that the con-
clusions are lucid and as precisely worded as possible.
The conclusions section is the only part of your report
most people will read.

6. Yourare:not done when you have published a tech-
nical report describing your work. People at the policy
level don't like to read, and you must be prepared to give
an oral brief of your work if it is to have any impact.

N # Gl _
if!/’ c.f&’cf"
“,% 7. Advisory panels of eminent scientists are usually
useless. The members are seldom willing to commit the time
to studying the data to be of much help.

8. Stop griping about all the millions spent for
collection and processing compared to the pittance spent
for analysis. That's the nature of things.
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Center for Intelligence Seminar No action yequired. Topic

is, ER - 8 . building in a challenge to
on S§T Analysis, ER 76 95§ ; énalysts% is a gut one but the
rj/)L 7“’ solutions proposed seem to
o ‘create more problems than they
/ solve.
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Should.

raise issue with DDS&T

or just hold for something to think about?
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